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at the 8th Agency Orientation Course, 21 November 195?2 


General Smith t I have found that there are always a number of questions 
which our people would like to ask, not only in connection with the 
overfall business of the Agency, but in connection with their personal 
careers. Please have no hesitation in asking anything which may occur 
to you* If I cannot myself answer your questions from the platform, 

I will see that you get them answered by someone who is possibly more 
competent and more familiar with the details than I. I want to remind 
you that the service of national intelligence and of national security 
has become a permanent, honorable career* It is in effect a fourth 
service as compared with the three military services, and its operation 
will be continuous and accelerated in time of war, under its own 
command and under Its own organization. Since the passage of the 
National Security Act, intelligence is able to offer you permanent, 
secure and honorable careers and it is to your credit and to our 
advantage that you have accepted that career earnestly and seriously. 

I do not think that many of you will ever feel that you have made a 
mistake. 


ft ft ft 

Questions Regarding the stability of the Agency, will the change in the 
Administration have any effect on the Agency, and what would happen 
to us in time of hot war? 

General Smiths Since this is a statuatory Agency supported by a career 
service, there will be no change with changes in the Administration. 
The Director and his principal Deputies and Assistants are non- 
political appointees and, while the Director himself must undoubtedly 
be a man whom the Chief Executive is willing to accept, and to whom 
he will give a certain measure of confidence, it is unlikely that you 
will ever have a Director whose status will change with changes in 
the Administration,. As a statuatory organization established to 
service the National Government, there is no possibility of change 
that I can anticipate over the long view| nor is there any in wartime, 
except that, in theatres of active operations - that is where shooting 
is going on «* our personnel under the senior representative present 
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would autoacaaticelly report to and carry out the orders of the senior 
military commander in the theatre of operations, just as they are 
now doing in Korea. There the military requirement of winning the 
campaign or winning the war is paramount and everything olee is 
subordinate to that a However, our personnel In an active theatre 
of operations would have other responsibilities. They would have 
missions targeted outside but based on a solitary theatre of operations. 
Those missions would be transmitted to them from headquarters with 
the concurrence and knowledge of the Joint Chiefs of Staff, and they 
would be supported by the Theatre Commander concerned* 

■» & ■** 

Questions Are the Senior Repp osonto tiv©8 overseas your alter egos? 

General Smiths Yes . With relation to myself or to any future Director, 
they occupy the same position that the Commander of a theatre of 
operations, in a military sense, would occupy with respect to the 
military heads in Washington. 

# # 

Questions What do you think about the policy of rotation of individual® 
in key spots. In keeping with the career concept? 

General Smiths Well, since I've ordered it and pressed it, I'm obviously 
in favor of it. I would like to amplify that a little bit. In the 
first place, one cannot conduct global operations, as we conduct them, 
exclusively and entirely controlled by a desk in Washington, In tee 
second place, our people in tee field believe, end unfortenately in 
soma cases they've had grounds to feel, that the men who are telling 
them what to do have never been on the sharp end of tha stick. There 
is a third and very Impelling reason. An Agency of this kind, like 
a military agency, is extremely ill-advised if it keeps its best 
talent at home. It should get the best people that it can ~ get the 
moot experienced people that It has « tee most reliable people teat 
it has «* out to the point of impact. Thus, when you issue an order 
to a man in the field, knowing Mm, knowing Ms capability and his 
reliability, you have every assurance that it will be properly carried 
out and that the duty will be well performed. Accordingly, It is 
desirable to get the people we have here occupying key positions, who 
have demonstrated their fitness for trust and competence, as rapidly 
as possible to the critical places outside of the United States which 
are the key to our effective operations. 
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Question* Do you feel that there Is enough working level cooperation 
between CIA Offices today, within tbs llndts, of course, of 
security? 

General Smith* Sea, I think so* Ton have to try to arrive at a happy 
medium between the necessity of knowing and the actual need of 
knowing, particularly with regard to our sensitive Offices. At 
least, the intention of the policy and the desire to provide that 
cooperation exists, although the machinery, from time to time, 
has not been as effective as one would like. X hope to increase 
this by gradual transfer of qualified personnel from one Division 
of the Agency to another, to a greater extent than has heretofore 
obtained, so that each officer - each employee •» mil have a 
broader perspective than that given him by work within one 
particular Division in which he may well specialise. But he should 
have one or two alternate specialties, particularly when he goes 
out into the field. 
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Question* liany CIA people have reserve status. Does the fact that a 
Cl A employee is a member of an Amy reserve hinder his career or 
help it in CXA? 

General Smiths Why to a certain extent X should think it would help 
it, because there are many Jobs that we do in which military 
training or past military experience is an essential quality. 
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So, in my opinion, reserve status is an asset because it increases 
the scope of the usefulness of a CIA officer. 


Question* Are you concerned about personnel turnover and are you 
taking steps to minimize it? 

General Smith* Very much so. Our personnel turnover is by comparison 
relatively small, but it*s still much too large, That»a one of 

the reasons why X brought an Inspector General down here and 
mada him available to anybody in the Agency who had any complaint 

of any kind. As you know, you all have opportunity also for a 
direct appeal to ityself or Hr, Dulles if you feel that yfo have 
been a victim of injustice. So there Is no excuse for anybody 
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?* 0lr officiffll ‘w personal lives within the 
r f 1 ^ 1 not * iK>W8wr » tolerate anybody going outside the 

®?° ut Siarraonths ago. Since it was a special 

SSL? JfT/ le 2? e ?/^ le ^ ito On® of our employees wrote a 
letter to the President - of course he handed it to me* But we 

have an Inspector General for that, and you can all come to someone* 
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Questions Since wj can not -tolerate mediocrity in 0IA a what does an 
employee do whan he finds it on the job? 

General Snith: If be is an executive, who ie responsible for eliminatlm 
mediocrity, he should promptly eliminate it. On the other hand, ^ 
3®.?“* to be a talebearer, and no one likes a talebearer? In 

deaHng with your subordinates, be completely cold-blooded in 
ellmnaoing mediocrity 0 Micro you encounter it among your colleagues 

surari iT 913 * 5us ? Fi t tee * h tod ho P3 that your iumadiaS^ 
superior will b® as quick to recognize it as you are. 
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Questions With regard to the official ceiling on v/nsn *, 

that the*, vill be father aSTIn' S^g£k£Si £ 7 ^ ^ “ taol P et ® 

Gonei^l Sixths No, I don®t„ We ‘11 have to increase a little bit for 
training purposes, It 5 s a simple fact that while we have a rather 
ceiling budgeted fop, we can«t get the qualified 
f m tilafc poreonnel ceiling. They just siap3ydS»t 
ejasto We® ve gon©^ about tho limit* . OceasionaUy one mL get from 
tee outside wry highly qualified man or women, tempt them in, twist 

f 1 ? fie 5 ? 10m ™ sign ^ ona career basis. But those are 
aang fewer and fewer so wo must depend on the younger people 
that ws are bringing up through the ranks,, of coursethat isf in 
ary technical service like our own, the heart and soul of a career 

evosT private carries the baton of a field 
marsnall in his knspseck, he hasn“t very much to look forward to. 
Unless every junior officer has tho right to expect promotion through 
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